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Writing the Business Plan - Part of the ECS’s calling in Christ to establish a university 

involves ensuring that the university has the potential to become not only an educationally 

successful education institution, but also a financially self-supporting business proposition. 

Accordingly, it will be necessary at an early date for the ECS to agree policies and structures 

for the governance and development of the university project.  In addition to containing the 

overall justification and validation for an ECS University, they should also contain well 

researched plans, policies and financial forecasts.  Such documentation will need to be 

prepared by the Shadow University Governing Council and subsequently ratified by the 

substantive University Governing Council; and finally become a tool for steering the business 

side of the university.  

Typically an ECS University business plan should include the following major elements: 

 An executive summary of the overall report 

 A summary of the life and work of the ECS and the justification for, and objectives of, 

an ECS University  

 A university mission  statement 

 A market analysis identifying    

o Target markets  

o University’s unique selling points 

o Strategy for student  enrolment 

 Financial plan identifying 

o Summary of financial needs 

o Projected cash flow analysis for the first three years of the university’s 

existence 

o Projected profit and loss 

o A break-even analysis 

It should also identify major financial implications relating to areas such as: 

o Projected start-up costs 

o The availability of financial resources 

o A valuation existing assets, e.g. ECS land and properties  

o Size of any loans required  

o what they are to be used for 

o the principal payments on such loans 

o the rate of interest 

o how they are to be repaid 

o The optimum size and organisational structure for the proposed university including 

the number of academic faculties to be initially established and their geographical 

location  

o Analysis of building needs 

o need for the erection of new buildings 

o repair, improvement/up-dating of existing  buildings 



o Projected staffing levels over the first three years of the life of the proposed 

university and salary costs 

o Identifying the technology to support and develop all aspects of the life and work of 

the university and the purchase costs involved. 

o Ongoing operating costs such as rent and  utilities 

o Revenue Projections including projected level of student fees and termly and annual 

revenue income 

o Devising a fees based income structure which is affordable for the generality of 

potential students whilst being sufficient to provide some financial support for needy 

students, maintain and develop all aspects of the life and work of the university and 

service any loans 

It is also essential that the business plan should contain a profitability analysis in order for 

ECS to ascertain the extent to which an ECS University has the potential to generate 

sufficient revenue to 

 cover all operating costs 

 realise  profit levels which will enable it adequately to maintain and develop existing 

facilities and to develop new facilities 

 expand into new areas – academic and geographic – if appropriate. 

Identifying the break-even point – Addressing such issues is fundamental to a realistic 

assessment regarding whether an ECS University comprises a viable financial proposition. In 

summary, and understood from a wholly business perspective, the finances of the proposed 

university should be above the break even point, i.e. the point widely regarded as the 

minimum level of income required to ensure that the enterprise can survive financially.  

The break even point can be loosely ascertained by calculating the university’s combined 

fixed annual costs per anum arising primarily from salaries; utilities; fulfilment of the 

university development plan; site development; site maintenance; depreciation on, and 

replacement of, equipment and resources and annual proportional repayment of  any loans 

related to setting-up costs 

To identify the break even point, the accumulated figure should be subtracted from the 

projected fee income and any other anticipated sources of revenue. Should the resultant figure 

be below the break-even point, this clearly raises fundamental questions regarding the 

wisdom of proceeding with the proposal. Conversely, if the resultant figure indicates the 

possibility of success, this should be tested further by projecting the figures over at least a 

three year period in order to produce a cash flow forecast which will be instrumental in 

determining whether there will be sufficient revenue generation for the proposed university to 

be financially viable in the longer term and whether any losses during the first few months of 

operation can be prudently/realistically addressed by taking out a loan or using the 

university’s equity – if any. 

Ideally, a similar financial forecast needs to be made indicating the anticipated development 

of the university over the first three years of its existence.  This should present the data as a 

profit and loss statement in order to calculate the net monthly profit over the first three years.  

The Private Status of the Proposed University – It is clear that, as a private institution, an 

ECS University is not entitled to receive government funding.   Accordingly – whilst the ECS 



might be successful in gaining grants/endowments/gifts from various 

agencies/organisations/groups towards the setting-up costs for a new university, in the 

medium to long-term income generation will need to be principally dependent on the 

university’s own ability to be self-supporting via income generated from student tuition fees, 

from undertaking contract research, any endowment income and appropriate entrepreneurial 

activities.  

 

Evidence suggests that it is not necessarily financially disadvantageous for a university to be 

independent. For example, amongst the twenty top ranked universities in the US, only two – 

Michigan State University and Berkeley University are publicly funded institutions: the rest 

are private and (based on 2007 figures) sufficiently successful to pay their professors, on 

average, thirty percent more than public universities.  Such financial security is mainly 

achieved through endowments and student fees.  The National University of Singapore 

(which became a private corporation in 2006) has been highly successful in attracting 

endowment funding and built-up a portfolio of seven hundred and seventy four million 

dollars through effective fund-raising, making it richer than any university, with the 

exception of after Cambridge and Oxford, UK.   

 

Advantages of University Endowments – One of the advantages of endowment income is 

that it enables universities to be independent and flexible.  Other than an obligation to fulfil 

the binding legislation – they are not bound by bureaucracy and externally imposed 

standards.  Accordingly, they have the freedom to focus on institutional priorities; make 

academic work relevant to society; engage in unrestrained scientific inquiry, critical thinking, 

innovation, and creativity. All of these aspects would be of importance to an ECS University 

relative to its purpose and mission. 

Funding an ECS University – Given that the ECS does not have the financial resources to 

fund the proposed ECS University, it will be necessary for the ECS formally to explore the 

possibility of obtaining external financial support from aid agencies and donors.  (Some of the 

agencies and organisation to which ECS might apply for such assistance are listed in the 

Appendices to this report).  

Applications for financial support will need to be accompanied by robust documentation 

providing detailed information and evidence regarding: 

 The ECS’s vision for the university – its nature and purpose 

 The structures and documentation already implemented by the ECS to progress and 

oversee the university project 

 An ECS University’s potential to succeed educationally and financially 

 Proposed stages for the ECS University’s development.    

 Estimates of the value of the land and educational properties ECS envisages 

incorporating into a geographically dispersed ECS University  

 Estimates of the cost of new build/extension and re-construction work to be 

undertaken for existing ECS educational building provision to be used for university 

purposes. 

Identifying the Gap in the Student Market – The gathered financial information will need to 

be supported by numeric evidence that a new university is required in South Sudan and also 

the specific gap in the university sector market which an ECS University – as a Christian 

foundation – would potentially fill.  It is advised that the ECS should undertake a competitor 



analysis by looking closely at the operation and cost bases of other Sudanese universities and 

also those with a Christian foundation, e.g. St Paul’s, Limuru, Kenya and the Christian 

University of Uganda, Kampala.   

Creating a Brand Image – Founded on the practice of successful international businesses, 

the ECS – through its business plan and marketing plans – should at the earliest opportunity – 

create a memorable brand image with the potential to generate confidence in an ECS 

university and mark it out from the competition.  This would be a means of not only 

establishing the university’s identity but also of conveying the level of the ECS’s intention 

and commitment to establishing the university.   

Appointment of a Project Manager – Ideally, once the decision to establish a new university 

is made, the ECS should appoint a Project Manager whose role would be progress the 

decisions, etc., of the Shadow University Governing Council between meetings and to 

present formal progress reports. Clearly, it would be important for such a person to have 

business and administrative skills; and preferably experience of university governance. 

 

DEVELOPING AN ECS UNIVERSITY MARKETING PLAN 

Marketing Plan – Such a plan is an essential document and generally considered central to 

the success of a business, and to the development and delivery of a       marketing strategy.  In 

an ECS context a University Marketing Plan would set-out clear objectives and strategies for 

promoting the institution.  

University Marketing Committee – The writing this plan should be undertaken by a 

University Marketing Committee appointed by the Shadow University Governing 

Council.  By using any available demographics, the plan should include elements relating to 

who should be targeted and the potential market size; how to reach them; the potential 

market take-up and, based on such information, the anticipated student fees income. The plan 

should also identify strategies for continuous improvement and staying ahead of the 

competition and identify other sources from which income might be derives, i.e. rents.  

In testing the viability of the proposed ECS University, early identification of competitors in 

the university sector market and the anticipated market share is strategically 

essential.  Typically when undertaking such an assessment it can be anticipated that there will 

be: 

 General competitors in the form of universities and other higher education institutions 

offering a wide range of courses. 

 Brand competitors, i.e. those institutions offering the same courses as the proposed 

university.  

Such strategic analysis should be undertaken not solely to identify and assess the competition, 

but also to identify the likely gaps in the market in which the proposed ECS University might 

specialise.  Assessment of these and other relevant factors can be ascertained by considering 

data relating to 

 the existing university sector in Sudan  

 which courses are currently most popular amongst students  



 demographics relating to the number  of students currently enrolling at universities in 

neighbouring countries, having been unable to secure places at Sudanese universities 

 Other university’s 

o  prospectuses  
o ‘selling techniques’ 

o fees structures  

o ‘unique selling points’ (USPs) 

A University Marketing Committee would also need to consider 

 plans for promoting the proposed university. 

 location of the proposed university’s various academic faculties and potential sites  

  number and type of new buildings required in order initially to establish the university  

 extent to which existing buildings, if they are to be used for the proposed ECS University, 

need repair/modernisation/extension/new buildings 

 equipment costs – overall and for individual academic faculties 

 required standards for teaching and student accommodation in order to conform to the 

statutory requirements relating to health and safety, etc. 

Content of a Marketing Plan – Typically they are comprised of the following elements: 

 An executive summary 

 A brief summary of the overall business strategy 

 The mission and purpose of an ECS University 

 The ECS’s key business objectives 

 Strategies for achieving objectives. 

 

Assessing Strengths and Weaknesses – At an early stage the ECS should assess its own 

strengths and weaknesses relative to the establishment, maintenance and development of an 

ECS University.  This can be achieved by using a SWOT analysis which should ideally 

combine both external and internal analysis in order fully to assess the ECS’s Strengths, 

Weaknesses, Opportunities and Threats in context of the proposed university. 

Understanding the environment in which an ECS University will operate is a key part of 

planning, and will assist evaluation of the associated threats and opportunities. A PEST 

analyses can help in identifying the main market opportunities and threats by considering the 

following: 

 Political and legal requirements and regulations 

 Economic factors such as: 

o Identification of potential sources of finance 

o Interest rates – if borrowing from banks 

o Anticipated likelihood of gaining support from aid agencies and potential 

donors 

 Social factors such as development of South Sudan’s infrastructure – including road 

systems and transport; enhanced schooling provision and the consequent need for 

further higher education provision  

 Technological factors such increased communications, e.g. internet, email, mobile 

phones. 

 



Marketing Objectives for an ECS University – These need to be based on the combined 

outcomes of the SWOT and PEST analyses and be linked to the strategies set-out in the 

business development plan. Such objectives should always be SMART: 

 Specific – for example, setting target enrolment figures for the first five years of 

the   new university which might involve a percentage increase for each successive 

year. 

 Measurable – the implementation of processes need to check whether identified 

objective have been achieved 

 Achievable – identifying key resources – usually   money and personnel – and 

calculating whether they are sufficient  

 Realistic –targets should challenge but de-motivate because they are unreasonable or 

seem unattainable. 

 Time specific – set a deadline for achieving objectives. For example, ECS might 

decide to open X number of university faculties in the next X years. 

Marketing Strategy – In establishing an ECS University, it will be essential for the ECS to 

identify what potential students and supporters expect from the university.  It will then be for 

the ECS to decide whether an ECS University could offer what people want and assess the 

competition.  In marketing terms it will also be important for the ECS to identify the 

competitive potential of an ECS University in the context of the existing university sector 

market; and also to asses the level of financial return in order to determine whether the 

university constitutes a viable financial proposition.   

Creating an ECS University Brand Manual – The purpose of a brand manual would be to 

provide information about how consistently to convey the brand image of the ECS University, 

from the outset of the project. It should, therefore, identify and stipulate the following 

elements for corporate for use by those involved in promoting and marketing the university. 

 The  full name of the ECS University and any agreed abbreviation – (See Appendices 

for suggestions made by research participants) 

 the university’s mission statement/ strap line 

 university logo 

 university colour ways 

 letter heads 

 type face  

 

The ECS’s Market Advantages – In the context of South Sudan market, whilst there would 

always be the need to reach-out actively to the university sector market with a comprehensive 

marketing strategy,  the ECS has some in-built market-place advantages.  

 Throughout the whole of the Province it already has a regional network of dioceses 

with professional personnel and members with the potential to promote and market 

the university.   

 Based on the experience of other universities with a Christian foundation and ECS 

University would have a further advantage.  Graduates of an ECS University would 

be highly likely to be sought-after by employers who – in other equivalent settings – 

frequently indicate a strong preference for students educated in the Christian context 

rather than a bland universalism.  



 Because South Sudan is a Christian country, it is likely that parents will want their 

children to be educated in a university with a Christian foundation.  Potentially, 

therefore, an ECS University could become the University of Choice and its students 

and graduates be its best marketing ambassadors. 

 

Setting Student Fees Structure – At the centre of both an ECS university business plan and 

marketing strategy is the fees structure since they are the major source of income 

generation.  Accurately gauging fees can be complex since they need be set at a level which 

ensures the university is financially viable whilst being financially accessible.  The potential 

student market is likely to range from those who want a university with a low cost fees 

structure which matches their budget, to those who consider low fees to indicate low quality 

education.  Therefore, it is suggested that the ECS should undertake a competitor analysis by 

looking closely at the operation and cost bases of other Sudanese universities and also those 

with a Christian foundation, e.g. St Paul’s, Limuru, Kenya and the Christian University of 

Uganda, Kampala.   

Financial Support of Students – In public universities in Sudan, students are supported by 

the government.  However, there is no such support for students studying at private 

universities, except at postgraduate level.  Similarly, since the majority of the country lives 

below the bread line, fees will inevitably constitute a major inhibitor for the vast majority of 

families.   Accordingly, the ECS will need to align itself with the poor and vulnerable in this 

context by seeking to make the university as financially accessible as possible. 

In keeping with good practice in many universities – an ECS University would need to 

consider the establishment of a range of scholarships to be distributed proportionately among 

the university’s faculties. It is therefore advised that an ECS University should establish a 

Financial Aid/Fees Office, the role of which would  be to generate interest in the university 

amongst potential financial supporters;  work with sponsors/donors in advising on and 

administering their support;  and inform students regarding the financial aid available through 

scholarships for which they might be eligible to apply.  Based on the practice of other 

universities, consideration should be given to the implementing of a range of scholarships, e.g. 

 Competitive University Entrance Scholarships – awarded on the outcome of open 

entrance examinations.  These could be financed through setting fees at a level which 

enabled the university to divert a proportion into a scholarship fund. 

 ECS Scholarships – a number of scholarships to be awarded each year by individual 

dioceses to eligible students who are members of the ECS in that diocese.   

  Work Study Scholarships – intended for disadvantaged students who agree to work for 

the university for (typically) 10 hours per week per semester for which they receive 

payment towards their university tuition fees. 

 Leadership Scholarships – intended to pay tuition fees for eligible students who have 

demonstrated Christian leadership qualities in their Secondary Schools. 

 Business Scholarships -   scholarships contributed by businesses. 

 Merit-based scholarships and scholarships awarded to top performing undergraduates at 

the end of their first semester. To be funded in the same way as ECS Scholarships. 

Determining what constitutes the size and area of potential market take-up for the proposed 

ECS University, will require assessing the potential demand for the university, i.e., market’ 

size – to be ascertained by reference the available official demographics and the university’s 



annual budget  generated by income from student fees and identifying other sources from 

which income might be derived, i.e. rents.  

In testing the viability of the proposed ECS University, early identification of competitors in 

the university sector market and the anticipated market share is strategically 

essential.  Typically when undertaking such an assessment it can be anticipated that there will 

be: 

 General competitors in the form of universities and other higher education institutions 

offering a wide range of courses 

 Brand competitors, i.e. those institutions offering specialist/discrete theological 

education/vocational training. 

Such strategic analysis should be undertaken not solely to identify and assess the competition, 

but also to identify the likely gaps in the market in which the proposed ECS University might 

specialise.  Assessment of these and other relevant factors can  be ascertained by considering 

data relating to 

 the existing university sector in Sudan  

 which courses are currently most popular amongst students  

 demographics relating to the number  of students currently enrolling at universities in 

neighbouring countries, having been unable to secure places at Sudanese universities 

 Other university’s 

o  prospectuses  

o ‘selling techniques’ 
o fees structures  

o ‘unique selling points’ (USPs) 

 What would the proposed ECS University need to do to make it a ‘market leader’ in the 

university sector? 

 Since the feasibility study data strongly accorded with the view of the Archbishop that an 

ECS University should be geographically dispersed, the university feasibility study 

focused primarily on that preference – whilst also identifying alternative models for 

consideration.  

 

Income Generation – Since in marketing the university involves making fees affordable to 

potential students,   it is common for universities to supplement their income through income 

generating schemes, e.g. hiring-out premises for conferences; provision of continuing 

professional development and other courses.   

Implementing an ECS University Marketing Plan – A well designed marketing plan should 

identify and assess the necessary resources for effectively marketing and promoting an ECS 

University, e.g. marketing personnel; advertising – flyers, prospectuses, media coverage, 

website; people to respond to initial enquiries, and cost-out a marketing budget calculated to 

maximise the impact of available resources. In order to keep the marketing policy focused, 

the impact of the marketing strategy will need to be monitored and regularly reviewed against 

a set of key performance indicators, and appropriate adaptations made. 

 



RECOMMENDATIONS  

In the context of this section the ECS is recommended to appoint a Shadow University 

Governing Council which will proceed to draft the following initial ECS University working 

documents: 

 Mission Statement 

 Business Plan 

 Marketing Plan and Policy 

 Analysis of costs involved in setting-up the university – depending on the option 

chosen for the academic structure of the university 

 Analysis of potential student market  

 Fees Structure 

 A forecast of the level of financial return in order to determine whether the university 

constitutes a viable financial proposition.   

 

 


